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TRIECT: Comments on NEC and ER: 


This mancrardt=: presents e brief report upon my retiring 
ag Sirector, Netionc! leconncissance Office. The first section 
liste a mumder Of everts, en¢ chinges, thet have taker pines 
cir:ta February 1963 thet appear ts me to be signifiesnt. Several — 
parsonai judgnente are intcerpolated. Subsequent sections refez 
“Oo tne prasont stetus of tha FRC and ERP. They concentrzte on 


cuc provlems cs I sec then. ; « 
i ts ut choneas sisce February 1965 





 &. Thare Res been a charp inucra:se im the puce cf entellite 
TOIT LSGanee 2etivaty. This is demonstrated by Chict I which 
£298 ali satellite iaunshas, suceascful or not, fer traconnsige 
& (nce purposes Of iy Guypors of racom-isssnea, rinse February 
Ube 

-». There H2c been en ava. ehcroar incre:es in the rate of 

production of useable satellite pictography. The quzlifvinc 
word bore Ls “ssecvie’ maming “of useable quality.'' This 
wusties Tron tu incresse in catallite activity, sn increase in 

ins amount of flie carriec per Lawich, eome imorovanant {= 
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=] seaL:bility, soma increase in the lifetime of ovr missions, and 
(- (2% ag dmpvovemant in cur ability tc forecast weather and te avoid 
of & ' useless photography of clouts. Cicre 2 presente some steatistics 
‘-Of c inédeate the genersl increcss in productivity during the - 
.: 1 period. The modifier ‘useable’ is to bo distinguished fran 
‘it “useful,” the Litter referring tc direct contribetions of intele 
io? Jdwence. Item (4) belew suggests < specific reason for believing 
af | that thare kos alsc doar an dncrossa in the usefulness of some of 
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our tography durinz this period. 
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3. Thare bas been a measurable improvement in the 
reliability of the COROMA systes, and specifically, of the 


 AGENA vehicle. For example, the succecs ratio: CORONA file 


buckets succeasfully returned vs, film buckets Lcounched, was 
9/13 for March 1963 through February 1964, and 23/28 for March. 
a throceh February 1965. There appears also to have been 

steady improvement in the quality of the CORONA pictures... 
Ie this latter improvement is real, it must be the cwoulative 
result of many small factors. 
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5. The A-12 wee’ shite want saad its flight test 
crozjram and is epproaching operational status. It has met the 
epaed Qiach 3.2} and altitude (S0,COD feet) objectives originally 
set for it. Ita range performance bas so far been demonstrated 
ac about 85% of that originally proposed. Its gy the 
oo hes publicly established nine writ's wecords for speed 

and altitude. | 


6 Tre su-71, also derivative of the A-12, reached fiight. 
tast status on schedule, and.is parforming well. Both the S2-71 
program and tha 417 woather satellite program have been renoved | 
<coa under the mantle of spacial security, — 
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| 7. Managenent systems were introduced into the National 
Reconnsissance Program that bring the programing and budgeting 
of that Program into the five-yeer force structure pattern 
Lullowad by other Dad programs. 
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ll. Thera has been a great increase in effort directed 
toward study and a: slysis, largely in the domain of satellite 
photographic reconnaissance. Operetional anslyses of cost and 
offectivenesea, using reulistic models of the target system and 
oz the effacts of wecther defined the several system parameters 
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12. ‘The NRO supported, throughout this period, a Program 
of technical studies = i design studies by optical contractors. 
— Sucluding ns for: 
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I gone 
optics and, “specifically, 4 
has progressed in a etriking manner 


che N20 Agreament 

uy tenure cs DRRO began with the Gilpatric-HeCone agreement 
cf 13 March 1963, defining the structure, authorities, and 
responsibilities of the RRO. Within 2 few weeks, the Director 


of Cantral Intellisence had challenged the terms of this agree- 
mant; by July of 1963 he had openly repudiated portions of it. 


At vo time after thst wis there c satisfactory agreement 2s to 


the authorities or responsibilities of the DWROD, or zs to the ; 
structure of the NRC; there were many disagreements on substance 
enc no satisfuctory or agreed upon maans to settle thes. I 
cannot record, in a manner that would appear objective, the 
history of the many difficulties that developed cut of this 
situation, and vill not try. Ths record is an interesting one, 
and is fairly complete. | | 


The “Agr2enent for tha Reorgzrization of the National 
Reconncissance Frograum," signed on 11 August 1965 by Mr. Vance 
ond Ade. Raborn replaces tha docuwsent of 13 March 1963. It 
008 less far in defining the structure of the WRO than did the 


npg agveemart. It is also less definitive about the euthorice | 


ties of the DE, cnd circumscribec those which it does define. 
It is evidently intended to palliate sose of the frictions which 
wase chirged to the prior agreement. In the process, it has 
weakened corsidarably the structure provided by that rrior 
agreement, and hac, I believe, introdiced <2 maber of potential 
further sources of friction. 


Three specific weaknesses cf the present afroenent strike 
ma. First, it ie quite ambiguous, in fact, about the authorities 


(of the Executive Committees. While the opening paragraphs charge 


tae Secretary of Vefense with the "ultiacts responsibility for 
Jace: as ee ee ae the MAP," the 
apes the duties of the Executive Comittes do not 
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consistently reflect this. Of the six functions assigned to 
the Executive Comittee, only one, (‘Recommend to the 
of Defense an appropriate level of effort for the MRP. 
refers to the final authority ef the Secretary cf 3 
other five functions are defined by the unqualified verbs 

"spprove or modify," "approve," "approve," “assign,” and "review. . 


Second, the document elmost completely omits reference to 
responsibilities of the DNRO in connection with recomuissance 
operations. These responsibilities will heve to be defined 
somehow, either de facto by extension of present practices, or 
by fiat of the DNRC, Of the Executive Comittee, or of the 
Secretary of Defense. 


Third, ae ee aE Tee ee ae 
upoc acyous other then the Secretary of Defense for ak caeiee, 
to srovide any focus of responsibilities for actions uodertaken 
under the RRP. 


In general, the documsnt has a trucial character. It 
Learcely touches on the substance of the NRP, but rather sets 
up procedures for resotiating the kinds of Sages that have 
morked the recent past. Its esphasis on the procedure] and on 
the dichotauy between CIA and DoD, ite inordinate emphasis 
ee oe on procadures for allocating responsibilities for 
resesrch and development, end its falicre to provide any basis 
for sn opereting organization leave the wy fully open for 
actensive further nesotisations on all of the —— substantive 
gecblens now facing the NRO. 


Indeeé, the agreement cen exsily have the effect of putting 
evar: tha day to dey management of the MRP directly into the 
hinds of the Secretary end Deputy Secretary of Defense. 


Fortunately, the geps in the agreement, and many of its 
woulmesses, Se ee ee eee 
tide authority ond insvues eae set of firm implementing instruetions.. 
at is ny recommendation that this be donna, eueiatiea cimciaes 


have een provided to Dr. Flex. 
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The ib of the DNRD 


During the period of uy texme, the job of the DHRO has 
been a fulletims endeavor. Indeed, I did not give to tw 
of the HRP, the OXCART t and the satellite SIGINT 
prosram, the full attention they needed for good management. 
Time vas consumed because much of it was spent negotiating or 
defending, rather than managing. Whenever a CIA interest was 


incurred deleys end required exdiless discussion. On such matters, 
no delegatior. of the DERO’s authority we possible, snd even 

the required basic information we difficult to get and validate. - 
tinlees a2 basis for management by the DNEO is provided and accepted 
tnit is £irmes than suggested by the words cf the current agree- 
mant, canis situztion appears likely to continue. If it does, 
us. Ylax will find it very difficult to be an effective DHRO and 
cgeomplish his other duties 2s well. In a less: troubled 
cunospuare, the CNRC could operate, and have adeqmte time to 
davete to the important elements of his job, without expending 
32 of bis avafiable time. | 


















| Sink Shiba. 
ic my convietier that the NRP needs vigorous and imaginstive 
teckcicsl levdership, and that this aust come fram the DBO and --.:: 
iis demediate etalf. Some reasons for this 
cites cuter, If the kind of people who can provide technical «=~ 
iaadersh{p are to be recruited and rotained, working conditions 
ave required within which their leadership is poseible. Defined 
nuthorities, rezeonahle procedures for review and approval, and 
clear evidexe of suppert from hisher authority are all required - 
3£ tacvo working conditions are t be created, 


‘Zaquiraments"” 


In the spring of 1965, for the first time, the USIS sotiideall 
tac RRO with a conprehensive statement of current photographic 
collection requirements, This docuwsext specified curvelilance. | 
targets, areas for search, and the required en of coverage . 
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for each. eg oe ee eer ee a Not only has it 
provided « basis for on orderly scheduling and programing of 
future Launches, but ic has provided a validated target model 
agzinst which to analyse operations] plens and potential new 

Wits ics help, we were able to determine an s 





| “Requixesente in the other areas of the MP are is o fur less 
eitisfactory stste. Evan in the photographic field, it is not 
elacr to me Chit s good anzlysis has been-made of all of the 

value that cm be derived from the intelligence sources thst are 

ones open to us. There seems to be no interest in the econonic 

and agricultural ectivity thzt could be determined from satellite 
piotogrzpuy. Although a great daal of interest is professed within 
the Defensa Depurment in geophysical and oceanographic data that . 
cu be collected by satellite photography, requirements for such 
wootosruphy have not reached the N30. Meanwhile, these sene 
interests have motivated MASA to consider expensive manned APOLLO 
mieciaas te collect similar data. 





In tha fiold cf sicncls intellizence, a cong: 


sive state- —— 
ya of collection reg BCs Gxists, | 
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SE ne ee Ee ae the MRO in the form of 
a request to fly a specific payload on a requested schedule. 
The requiresent is often stated by the designer of the ptyload 
in question. 


No good basis exists, in the form of statesents of 
collection gg secheaw yo for long renge planning of new payload 
 develepments, beyond the comprehensive statement cf current — 
photographic requiramants already cited. Such long range guidance 
us the NRO has been given is in the form of hardware requirements. 

There is no basis for comparing disparate alternatives against a 
common statement of need, since no statements of need are made. 
Three exwples will illustrate the problem. 





The only statement by USIB that exists which addresses the 
need for developing a new general search idem te beyond COROHA, 
dates from July, 1964. It asserte that there is a nead for a 











te. Iteuisa " systen etinery Pye pty aibett a genan oa CNG. It 
lezves little zoom for, end provides no basis for, trade off 
onalyses among swith width, resolution, orbit altiéude, orbit 
1ife time, and other important mission pcerameters, and offers 
mo criteria for optimizing performance within constraints of 
cors or physics] fezeibiiity. Fortumately, in this case, later 
definitive stataments fros USIB of current collection raquires 
ments have provided 2 target model assinet which to make perform — 
ance analyses. The applicability of this model to the period 
beyond 1967, when «= new search systen could be available, is 
| probably not seriously to be questioned, but hes not been 
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Ginilesly, a "requiremest" hes been stated for a. high 
altitude hypersonic manned boosteglide vehicle, ISINGIASS, to 
cuzry a reconnaissance camera. In « sepsrate memorandum for 
vecord I have coumented in detail on this I note here 
caly thet it is expected to and 
that no statement of intellizence ¢o : enen 8 
been provided which ISINGLASS specizically satisfies. Again, 
cherezore, taere is no clear basis for comparing the 

ct this eystem with possible alternative means of collection. 


The cachmolocy of intellisence collection from overhead 
vehicles is rich in cpportunities. The most basic teck of the 
THO is to exploic this technology in a way that moat effectively 
meets the cocntry’s further importsnt needs. It is for this 









eeacon that 7 believe that the DNRD cust be, as un individual, 


cupsble of woking the critical technical judgments involved, ands. 
quet hive the authority, and the suprort, to make these j a 
eaffactive., It is the lack of intellectual rigor evident in the 


three examples of lonc-range "requirements" just listed, and 


evident also in any other instances, not efted here, that 
convinces me that the DNRO himself muct exercise intellectuc!] 
deecership for the WP. Neither vilid nor responsible leadership — 
is available elsevhere,. 7 | | ; 


Gurrene problems 


1. The CSCART progrium has been, and continues to be, complex 
tacknically ind manazericlly. As DN8N, I controlied by gross, | 


«nd often somevist crbitrary, control of funds. Detzfled control 
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was exercised through CIA channels and ws never really 

delegated by the CIA to their elements of the BBG. Therefore, 

even to get information about the program was 2 slow and 

Panes procesc. I see no imsediate prospect of a change 
fn this situction, | | 


I consider this « contimuing probleas. I cannot be 
charply criticsl of CIA management; indeed I em eure thet it 

has improved greatl in the past two years. Nevertheless, 
ONCART : not yet a gee 
system, and remains therefore a troublesome ites in the NEC 
budget. I feel thet if it were subjected to the same rigorous 
mcnazement that is now imposed upon tha satellite programs, 

| ould be saved. This is, 
however, & gross judgeant. It could not be put to test without 
.: determined cffort by the DIC to establish effective control. 


2. It ie one year and eleva: cerths since I first proposed 
to the DCX improvements to the mansgement of the | CORCHA system 
which I thar considered, and still do, to be necessary. The 
memceneast of CCRC. is now in semvhat worse condition than 

2t wes at the time of thst proposci. Specifically: 











: Thesz is still no racognised program cirector short 
2% the oNet Lomsens 2S e 


‘Taexe in no contrsct or authority for over=al systens 
onginearing and tachical directios thst is recognized by all. 
contracts on the provanm, 


The contractual structcuce is still essentially the 
comples one described ina st Seales to the Secretary of 
vefernse of January ZU » 


Tnere exists no valid contract for systems integration 
oo the camera and reeantry vehicle into the spacecraft. This 
work is —. Rg by & sontractor wirhoct a signed contract, 
besausa CzA hee directec him rot to 6 PE: 
The present, Rake Vig erated this demand on dime t Je 
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Funding information on CIA CORONA contracts is denied 
the NRO West Coast office where CORONA programming is done. All 
inforsation on CIA contracts used by thet office must be forwarded 


by the NRO Comptroller. 


| Release by CIA of informtion on the payload to operat 
ins; elements of the 0 durins orbital operations is ly 
curtailed in camperison to the free exchange thet was in practice | 
prior to August 1964, 


i sais seseanenesdh iia Sihsioes Aiiatatianlina Sats sasadl onesie 
mant prectice, not only as a matter of principle, but also . 
because they subtly tagaten the health of the COROMA system. 
For reasons noted below, COROMA is likely to remain the back» 
bone of our search operations for at least (Ry 


3. After tos cipenditure, during the past yesxr, of sons 









TH, 
Loss of time, end expenditure of effort, while « decision 
is atrived at are tw of my concerus. A third is the fmmect of 
toe current 150 aproument on the conduct of the program. te will 
cottainly be very difficult to establish a management structure 
thet can discipline the conduct of the payload development by 
the CIA, as the agreauent provides. Yet I am convinced thet 
iimm control and discipline by the DMRO will be So 
Ser in this progran, the managesamt by the CIA of their efforts | 
to establish a competing design hoe bem lacking in Jodgment and 
fatellectual rigor. The camera — originally eslectes was 
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rejected by one contractor a and wes rejected by @ 
second coatractor after he worked on it for nine months. 

An outside panel of experts were critical of it on two | 
cecasions, and a third contractor later rejected it, in effect, 
by changing it crasticelly before electing to undertake further 
design efiort. Despite this evidence that the camara concept 
was open to serious question, the CIA spent Wy, 
es much ronev on ancillary items such as spacecré ree 
entry vehicles as on direct pursuit of the fundamental technical 
proplems of the camera. 





Many details of the system concept sdonted by the CIA 
are alsc, in wy judgnent, open to question. The fundamental 
Zact, Lowever, that they were unable to rocognize or accept 
uke sasic probleme of their camera design is what causes me 
most concern. It seems to me that there is therefore little 
&ssuvance that they are capable of correct or courageous action 
with respect to the technical problems thet willl inevitably arise 
curing any camera development they undestake, whatever the 
Bont oh of the design. I believe it wiil be necessary for the 
Qu to cseview tneir technicel eficrts in cetail and on a cone 
Shey: ‘ine besis to protect the integrity of any cancra pine gong 
i; them. Ehether ecch monitoring or review will be possible is 
CogheSul ia my wind. i, at least, wes ageressively prevented 
Svoc. settisg any detailed infomation ebout on 
seneral scarch systecs, <espite that zbou of NRO 
cyuaas were spent cn this work. : 
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a7 tnile this namorands: places considerable weight on. the §. 
probleus cuscently afflicting the N20, I want to close with the 
scknowiecgaent that the program has been enormously preductive 
in spite of these protlecs. Our interagency diffleulties with te 
the CIA heave been concentreted at the top nanagenent levels; sagt Aes 
et the working level there have been nany exarnples of a to 
econerative attitude. The HRP will be even more productive 
once it is given the opportunity anc the mendate to develop an — 
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orderly, disciplined manegenent environment. As my predecessor 


indicated in bis final report to you, the concept of an NRO is 
sound but it must be designed as an operating agency, not a 
coordinating body. Achieving this most desirable goal will call 
for your personal intervention in asserting the position and 
acthority of the DNRO on all matters associated with the managec . 
ment and neni caren: of the progrem. 
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